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1. What you need to know about this demonstrator

	Council Type:
	Borough

	Service:
	School meals central e-payment portal

	Channel: 
	Web

	Customer Group:
	Parents


Key facts about schools meals provision in Luton Borough Council

· There are 80 schools in Luton

· These cater for 32,258 pupils in 6 Nursery Schools, 19 Infant Schools, 19 Junior Schools, 19 Primary Schools, 12 Secondary Schools, 3 Special Schools, 2 Pupil Referral Units.

· These cater for 32,327 pupils in 6 Nursery Schools, 23 Infant Schools, 23 Junior Schools, 15 Primary Schools, 12 Secondary Schools, 3 Special Schools, 3 Pupil Referral Unit

· The LEA makes available free nursery provision for 77 per cent of three year-olds

· School children of the Borough are culturally diverse with around 23 per cent being of minority ethnic heritage
· The proportion of pupils entitled to free school meals is at the national average in primary schools and slightly above in secondary schools

· The contract for school meals catering is managed by Luton Borough Council Catering Service

· A cashless catering system has been installed into one secondary school - Lealands High School.

· This Cashless Catering contract was awarded to Cunninghams

· Dinner money is collected as cheques or cash by catering staff and is paid into a catering central account

· No electronic payments were possible before this project

· Luton Catering Services appointed ParentPay Limited to oversee and project manage implementation of a central system of web and other electronic payments for school meals in the borough and in particular payments at Lealands High School

· Payments received, need to feed into Cunninghams Impact Cashless system back office automatically 

· All Luton schools use Capita SIMS management software

· Reference to school catering can be found in July 2002 LEA OFSTED report:
The catering service is satisfactory. Statutory responsibilities are met and the take-up of free school meals is above the national average. There are tight monitoring and evaluation systems in place for contract management. The majority of schools rated the service satisfactory or better. 
Key facts about Lealands High School Luton

· Lealands High School is an average sized, 11-16 mixed comprehensive school situated in a residential area of north Luton

· There are about 950 pupils on roll

· The proportion of pupils known to be eligible for free school meals is about average

· The take up of free school meals is less than half

· The overall take-up of school meals is the lowest in the borough – 19%

· The majority of pupils are white but a substantial number are from ethnic minority backgrounds

· Dinner money is collected by catering personnel, counted, put in the school safe and collected by a security firm

· The school was identified for action to improve take-up of school meals

· A Cunninghams Impact cashless catering system has been installed and is successfully used

2. Some statistics

	Value of transactions so far
	At time of publication the project has not been running for sufficient time to allow meaningful statistics to be published.

A dynamic statistics website at http://epay.parentpay.com will carry up-to-date data and other ongoing useful information related to this project.

	Value of transactions per month
	

	Volume of transactions so far
	

	Volume of transactions per month
	


	Project status
	Live

	Project start date
	September 2004

	Go live date
	October 2004

	Size of council project team
	3

	Name of supplier
	ParentPay, SecureTrading Limited

	Solution type
	Niche portal

	Technology costs
	£0 (wholly browser based)

	Total project cost
	Portal for school meals service:

Set-up 

Annual subscription with support

Bespoken web pages for Luton Online
	£2000.00

£2000.00

£900.00

	
	Portal for individual schools:

Set-up 

Annual subscription with support

PSP/Merchant account setup and annual charges
NB: ParentPay may be used to collect any payments, eg trips, music lesson, after school care, etc)


	Not in use for the epay project

	
	Consultancy, project management and internal costs
	£5000.00

	
	Total:
	£9900.00


3. Benefits and limitations

Benefits

· Improved cash flow

· Reduced overheads

· Increase in number of pupils taking up school meals

· More pupils encouraged to stay in school at lunchtime

· Free meal stigma removed

· Reduce staff workload

· Future development could include payments such as school trips etc

· Parents know that pupils can only spend school meal money in school

· Improved pupil safety through not carrying money

· Savings relating to money collection from schools

· Offer a fully inclusive service to all

· Support the Council’s e-citizen agenda

· Reduce fraud/bad debt

· 24/7 access

· Money validated at source

· Money processed quicker and transparently

· Effective data transfer and management between front and back office

· Reduction in errors on cheques by parents

· Promotes ongoing evaluation of methods for money collection 

Limitations

· Would like to implement for dinner money collection in all Luton Schools

· Money still has to be collected by old methods, the new method is certainly quicker, smarter and cost effective but we have to maintain existing practice

· Parents without easy access to the Internet could benefit from a call centre

· For maximum efficiency, need to revisit money related catering procedures

· Parents need Internet access to get full benefit from this and other Luton online payment services
4. Key learning

· Full co-operative dialogue needed between catering and school administration staff

· E-payments need to work alongside existing practices

· Ensure that e-payments cause little or no disruption to the broader scene

· The central e-payment gateway for school meals should be integrated into the LA web portal

· Extend to all payments coming into schools, not just those for school meals

· Map existing processes by considering all issues relating to pupils carrying money

· Parents need to be educated in the benefits of e-payments to them and their children.

· More dialogue needed between stakeholders about potential gains and problems.

· Incorporate new technology into existing good practices

· Value everyone’s view point

· Don’t try to reinvent the wheel!

Obstacles identified – things to look out for

· Since many different people are involved with the school catering service consultations can be long

· Catering staff are not usually included in school focused decisions. Raise awareness for them to be part of any consultant process relating to e-payments

· Standard business models don’t work in schools

· Dining rooms and kitchens need good connectivity to Internet

· Accessing secure servers from inside a school environment can often be challenging. Network and Firewall configurations need to be understood.

· Someone needs to have full overview of e-payments in the school and liase with both the central e-payment manager and the catering staff?

What could have been done better?

· Parents should have been given greater advanced warning of the introduction of e-payment for dinner money at Lealands

· Teaching staff through tutor groups could raise awareness with pupils to cascade to parents

· Next installation will have a ‘List of things to do’ to check

· Depending on how often the Cashless System polls ParentPay, parents need to realise that there is a delay before the credit appears on the account.

· Since our project was a late ‘entry’ for an e-pay demonstrator, our delivery time was very, very short. The ParentPay solution is already tried and tested and we were able to meet very tight deadlines. We did not have to consider the technology, payment gateways or implementation procedures; these were clearly defined for us. Even with extensive planning some of the issues raised could only manifest themselves during implementation and many were quite specific to Luton.

· The business case is very difficult to present. Business sound decisions have to take second place to what is best for schools and children.

What went well? 

· A central e-payment portal for school meals in Luton is now live

· It is very easy to implement and use

· Every part of the set-up was managed centrally. Our selected PSP was SecureTrading and a merchant account was created with Lloyds TSB Cardnet. Everything was managed quickly, efficiently and with little or no workload for the catering service.

· ParentPay has excellent technical relationships with our cashless catering supplier, Cunninghams and works collaboratively with them at all times. Any issues that arose were quickly dealt with. We didn’t have to do anything.

· Within 4 weeks of beginning the pilot project, Lealands school was live and taking online payments for school meal payment. This money was credited dynamically into Cunninghams back office account.

· A large local project team is not needed if project management from ParentPay is bought.

· A key person within the local authority who is able to access support from catering services, school management and corporate IT needs to be appointed. He/she must build up a close working with the ParentPay project manager and act as the conduit to the different organisations.
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